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ABSTRACT 

This paper discusses Program Management (PM), a 
decision-making process which uses a diachronic, idea-generating 
communication mode. Decision making according to a PM model entails 
obtaining a mandate or authorization, identifying the problen, 
exploring for knowledge and generating solutions, reviewing proposals 
and developing resources, administering the project, and transferring 
technology or facilitating "spin off." As a mechanism which 
facilitates organizational innovation, PM may be appropriate for 
planning public relations programs for exceptional events. Awareness 
of the tactical processes required to make effective decisions about 
exceptional public relations events should benefit practitioners. In 
addition, PM may be an appropriate way to integrate public relations 
duties with executive planning and control. (KS) 
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INTPODUCT™ON % "6 7 Ss ( 

Two types of decisions occur within organizations: progranned 
decisions where routine. procedures and ‘decision wd torts have been 
ee to handle reoccurring situations; and, nonprogrammed 
decisions, where nonroutine procedures and novel decisiun calleria ara - 


used to deal with exceptional events.! 


An excert onal event is 
“either an unrecognized generic event or a new type of event likely to, 

occur in the future ."2 

PR managers, because they are cata spanners, often engage in 
naking decisions about nonroutine, uncertain problem situations: for 
example, a PR director developing a PR program for a probable crisis or 
a threatened consumer beycott or a major proxy fisht. However, for . 
many PR managers routine ee are available for dealing with 
fairly certain problem situations; ‘for example, a PR director issuing 
a press release, writing a speech, or preparing audio-visual materials, 

PR managers most often make decisions about situations somewhere 
between thes2 extremes; unfortunately, many of these managers make 
inefficient decisions, An efficient decision-maker can distinguish 
between situations which require novel decision criteria.* As Koehler, 
Anatol and Applbaum state: "It is ineffective and inefficient to 
deal with an exceptional problem as though it were routine, or a generic 
problem as though it wore an exceptional case."5 | 

There is an agreem2nt in the literature that the decision- 
making precess involves defining the problem, constructing decision- 
making criteria, identifying alternative solutions, evaluating alter- 
natives, selecting and implementing an alternative, weal hens it, and 
making nodi fications.” This paper will discuss the practical and 
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theoretical implications of a decision-making process that is appropriate 
for exceptional events. 
“The process to be discussed in this paper is often referred to 
as Progeam Management (pu) .7 PM may be an effective way for PR , 
‘ .. practitioners to cvercome sone of the obstacJes to effective planning 


ee and Center mentioned: 


1. Failure of manazement to include the practitioner in 
deliberations that lead to policies end progrars.' 
2. Lack of clearly agreed upon objectives fur Anplemating 
the public relations program. 
\ 3. Lack of tine which is stolen by the pressures me meeting — 
daily problems, 

4. The frustrations and delays which practitioners enccunter 
in the endless task of internal clearances and coordina- if 
tion with other departments. 

WM evolved from the planning strategy developed by the National 

Ben) i 
Aeronautic and Space Administration, and it has been adapted success- 
fully by both public and private organizations. ? As a structured method 
of decision-making, PM deals with the first two obstacles mentioned above 
by emphasizing participatory naaagement, explicit plenning mandates and ‘. “8 aN 
problom identification. PM does require time to be effective; and, this 
paper will discuss th2 limitation. FM's emphasis on compromise and nego- 
tiation may reduce the fruccrations PR practitioners feel wiih havine to get 
clearances, because ?if considers proposal review and clearunces an essential 
consensus~building procedurc. Initially, traditional plarnring strategies 
will be discus:cd; then, @ cequcnce of -plaunirg stages approproate for 
exceptional PR events will be discussdi. Finully, the concept of a PR 
situation will be used to generate a variety of prozcsiticns about Pi, and 
these aad other thegretical issues will be dis ussed. 
PI AMIING MODES 


PM emphasizen diachroaic, as opposed to synchrenic, cenicLon-making. 


According to Thayer, synchronic modes of commun‘.cation are 
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attempts at aligning and sychronizing modes of communication according to nt 
predetermined priord ties.!% piachronic modes of ecmmmication are daditedate a 
search procedures and problem identification efforts which encourage the 
iatacaiten of new ideas and understandings in the absence of predetermined 
pétovivies, There nag be appropriate stages in the process of diachronic 
decision-making when tentative prigrites caa be set and synchronic modes of 
planning and decision-making implemented. | 

Synchronic planning strategies are too often the only type of PR 
planning stressed in the PR literature. However, they are important decision- 
making strategies for fairly predictable situations. One of the mae widely 
used Hretiwadic stants strategies is PERT, Program Evaluation Review 
Teckrique, with its emphasis on determining the most critical path to 
achteving a predetermined goal,i1 soanvaks PERT snd similar less sophisticated 


" essentially focus on 


’ metheds, such as meking echcdules and "calendarizing, 
time. Syachrcnic planning does not attempt to gencrate novel sclvtion to 


exceptional PR situations; instead it focuses on getting the jeb done on time. 


By conparison,- PM trkes time to implement, bu: its setndey surveds is to 
gsiierate innovative solutions to complex problems. As concertualized by 
Delbecq and Van de Ven, PM is divided into six dlatinct stages (nee Figure 1).22 

i. Obtaining a_mandatc. Often an overlooked aspect of planning proces 
dures, Jenteinatias tht plamming effort by receiving specific (written) ° 
authorization from top managenent is critical for getting cocperetion from 
orgenizaticaal elites and resouce> controllers. ~ 

PM stresses a consensrs, compromise approach és dovinioncadving, Ccn*~ 
esjstent with concepts used by Lawrence and iaveclise? turns, 24 and cthers,}9 
Belbecq and Vea de ven posit that "integration...is the basic raison d'etre 


for a PM desien."16 A structural machanisa ueed to facilitate emplicnce 33.7 


pa 


with this norm is an organizational-wide, representative, 9mall group charged 
with the responsibility of overseeing, but not necuasariiy partielasting in, 
the PM planning process. The mandate should authorize the formation of this 
group. In describing appropriate roles for PM, De]becq and Van de Ven sug- 
gest that a !program manager" chair this group, and that the me eee respon=- 
sibilities of the program manager are: 1) program ligitimation, 2) obtaining 
resources, and 3) overall planning and coordination. Characteristics of the 
program managers are: an "elder statesman" role within the organization, 


an extensive informal network of contacts, tolerance for Ssmbiquity and low 


dognatisn. 2? - 
inc 2, Identifying the' problem. This stage brings together poralbly 


fiterested parties and public represenatives to have them define ae 
speak euiy as possible the problem situation.18 Both informal and formal 
r-seaze. ptocedures are used to identify the problem. The irdtial phase of 
“ie search involves determining tha overall riission; howevey, the focus of 
the entire resserc efforts is on che causes und characteristics of the pro- 
bicu situation; the search preceaure is nut focused on solutions te the 
prohien. 2? 
| 3. Bxploring for knowledge and geuerdtirg solutions. after the problem 
is accurately defined, DM brings together api:cialists aad experce who can 
speaa to tne problen issue, ard these expe.ts identify ¢ltemative acintton 
strategies, nominating a cet of preferred solucious.?° 
4. Reviewing proposes ead cevelops resources. Once alternative 
solutions are generated, pte proposals for feasible solutions: ere . 
_ eireulated to key decisson-rakers, resource sankeutievs and people able to 
veto or sabotage tle piogran; and these people make mod/.ficatfons and agree - 
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to necersary funding. The completion of this stage in the PM process is a 
21 me 


forms proposal, recomended for adoption. 


5. Administeriag the project. After tha proposal is reviewed and ac- 
cepted by the decision set, a project administrator sed staff are assigned 


the task of implementing the project proposal.22 


6, Transferring techuciogy or facilitating spin-off. Proposals which 


suggest major changes in orgarizatioa behavior often will not bé implemented 
initially on a full-scale basis, but rather will be pilot tested; and, 
following a successful pilot test, the innovative program may be transferred 


or "spun off" to other parts of the system.23 


EXCEPTIONAL PR EVEuTS 
PM is not approprtate for routine problems .24 Tt +5 a sophisticated 
planning strategy for dealing with nonroutine, complex problen situations. 
‘Ehling defines PR situations as environments in which certain kinds of 
intergroup (as oppcsed to inter-personal) problems cecur.25 Ehling states 
that a FR aitustion occuts when the problem gan be mediated via social 
connuntication, when:the’ situation requires dpine decision-making, and when 
the st tuation "gives rise to conflict between social groupings about how 
" obtain a destred soturioee® His definition allows a PR situation to be 
explicated in terms of the degree to which the situation weets these criteria; 
by so doiag, Ehling is aiding the development of theories about PR. For 
cxanple, ELling's definition of a PR situation suggests the following 
propositions concerning diachronic modes of commumicatian: 
| 1, Assuning the preblem is a social. comual cation one. the. 
4 : 
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more critical joint decision-making, the more likely diachronic 
modes of communication, such as PM, will be used. 

2. Assuming the problem ie a social communication one, the _ 
greater the conflict about a desired solution, the more 
likely diachronic modes of communication, such as PM, will be 
used, 

‘These two dimensions af a PR situation--degree of conflict, and:relative 
importance of joint decision-making--can be used in a factorial design (see 
Figure 2) to locate two types of PR situations: 1) situations where there 
is a lo, degree of conflict and emphasis on Se tiie dneteteneelnas and, ~~ 
2) situations where there is a high degree of confiict and emphasis on joint 
decision-making. The previously contioged examples of routine PR activities-- 
writing speeches, issuing press releases, preparing audio-visual materials-- 
are sppvonetake modes of social communciation for the first problem 
situation; and, deliberate search proceduces and problem identification efforte 
for the later PR situation. 
Empirical support for the oiadticted differences between problem situa- 
tions and degree of PR activitics is found in the research of Crunig.27 
Grunig surveyed 216 organizatious employing PR practitioners and measured 
76 PR procedures, among other organizational javiablads He factor analyzed. 
“the communication variables into two groups, which approximate Thayer's. 
conception of synchronic and diachronic modes of ‘eounuateation| Table i 
gives the factor loadings for tie two types of organizaticnu. Notice that 
‘preas releases, writing specches and preparing audio-visual sxtertaly are ; 
loaded together as synchronic procedures, while form’. aud inforust surveys = 


before a project, and formal and inforral surveys to evaluate a project, 


are losded together as: diachronic procedures, 
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Grunig also enalyzed the organizations according to the decision #itu- 
ation in which the organization vas embedded. For those organizations 
faced with changing enviroment and cognizant of alternative solutions, more 


diachronic modes of PR behavior were observed. For those organizations 


faced with a fairly stable enviroment and less aware of alternatives, more 


synchronic modes of PR behavior were observed.28 


The research of Vroom and Yetton also supports the proposition that the 
dnwbaden situation influences the degree of emphasis on participatory 
management.22 Their spinel model of decision-making pedlces that when 
acceptance of a solution 4s uncertain and when there 1s conflict abgut 


a preferred solution, then, as a menager... 
"You share the problem with your: subordinate as a 
group. Together you generate and evaluate alterna- Somes 
tives and attempt,to réach agreement (consensus) 
in‘a solution. Your role is much like that of chair- 
man. You do not try to influence the group to adopt 
‘your’ solution, and you are willing to accept and 
implement any solution which has tne support of the 
entire group,"30 


Assuming a PR director is faced with making decisions about an excep- 


tional PR event, the Vroom-Yetton model predicts ethat even when the director 


knows what information is needed, who has it and how to get it--even if he 


can inake most of the decisions without the aid of others--participatory 


manageuent techniques are best, 32 


PM COORDINATION 


Pili facilitates participatory management, In fact,. PM assumes that 
cooperation and financial support from critical others are essential. As 
Delbecq and Van de Ven state: "The primary function of a PM design is to 
provi-e an integrative mechanism for bringing together resources facilitating 


a developmental program."32  - nie 
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attempts to establish friendly relationshivs and a sense of team spitit. 


An important PM role is tie program ccondinetor whose task is to 
facilitate interactions between relevant publics and who shares characteris~ 
tice associated with PR epecialists and other boundary spanners: the: . 
effective coordinator pays more attention to others and to their feelings, 
33 
Resides interpersonal skills, the program coordiantor should speak the 
language" and understand the technical parlance associated with the problem 
Mibuattan: ‘“What is requtead is not a technical expert, but a facilitate 
who is technically literate."'34 


One of the primary responsibilities of the provram coordinator’ ~ 


“the recruitmert of PM participants. Participants assist at each stage of 


the PM process. Nomally they receive temporary assignments to parti- 
: | 
cipate in the planning process; however, they may express reluctance 


te parctetpata tn Plaastag efforts that may take them away from their 


‘own organizational subunits, where most of their status and prestige 


are located. the anxiety expressed by PM participants should be dealt 
with directly when the participont is recruited, according to Delbecq 
and Van de Ven, and a formal arrangement made to insure that the released 


personnel are guaranteed reentry to the ‘permanent’  assipnment 2” 


DISCUSSION 


Theoretical and practical considerations are suggested by a number of 
contextual variables influencing the structure of the PM planning process, ' 
Delbecq and Van de.Vea sugsest that the conplexity of Pianaing tawpexnia 
1) with the increasing number cf different organizations and publics af fected 
by the Heniie effort; 2) the number of “potential sires of decision- 


making vetoes; 3) the visibility and controversy surrounding the planning: 


10 


making vetoes; 3) the visibility and controversy surrounding the planning 


effort; 4) the technical difficulty of determining the basic structure and 


design of the new PREETEM 5) the proportion of resources that have to be 


committed (funds, aqudpnene and personnel release-time); 6) and, as menehoned 
earlier, the time-frame ganvclering the PM process 36 PM is a fairly 
lengthy process, and it is inappropriate planning strategy for emergency 


situations demanding immediate decisions; however, it is a highly structured . 


precess that facilitates resolution of tensions within complex problem sit- 


uations.37 Other propositions about Pi have been suggested: ° 
1. Under stable enviromental conditions and centralized structure, 


the primary audience for problem identification efforts will be organizational 


elites.38 . 


2. Under turbulent conditions and decentralized structure, the 


td s 


primary audience for problem identification efforts will be opinion leaders 
from major PrOneeenet. or techafeal groups. 39 


3. In centralized organizations, tha prinary legitimating tactic | 
will be siucived evidence of. successful adoption, 49 i % 

4e In decentraliced, professional ovpaideations; technical 
vuvtotalen and endorsements and experimentation will be the primary legit- 


$ 
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imating tactics.41 - * bon , 
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‘5. As the decision gdb Sivahtacneenway he road for sheer tunied 
aud compromise on global characteristics of the proposal increases.“ 
6. As the decision set becomes more differentiated, the need for 
integrative or bound@ry spanning personnel increasas .43 
*A major assumption in the PR literature is thaé the structure and func- ; 


tion of the planning process will not vary significantly from one type of 


' organization to another. As stated by Delbecq and Van de Ven: 
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"The central features of a pure-type PM unit will be 
consistent across organizations, since the determining 
imperative is the technology of the development as 

a opposed to the technology of the organization in 
which the developmental unit is embedded, or the 
"core' technology of the prototype program. "43 


This proposition contradicts institutional and CORPARRENOY models of © 
organizational behavior which posit that enviromental and. sthae xontentiel 
arte ies set up contingencies to which organization’ adjust their behavior. 45 
ze 1 Grunig's research suggests such’ a contingency? that "problem solving" dect- . 

sion situations will elicit diachronic modes of social comiunication, while 

x "fatalistic" decision situations will reinforce synchronic modes of communica- . 

. tion, 46 It. can be expectéd that the PM process, as a diachronic. mode of 
decision-making, will ey depending 0 on enviromental anid contextual ahaa 

COLICLUSION | 

PM is a multi-stage planning process for dealing with nonroutine, uncer- 
tain problem situations. The’ innovative process has been despribed as going 
a a through several saaeeas aelaiitass stdedptdony proposal, adoption, implemen- 

’. tation, and deamatens PM is a planning process that goes through analogous 
va | atages:: coe there is a problem situation which is recognized by an or- 

‘ spanizaticnel eiaisey spanner, such as a PR Berect a nandate is obtained 
legitimating the requirement for a decision; tha, problem is explored; 
‘solutions generated; proposals reviewed and accepted; finally, pisorame oa 
sap Lene RCEy ane possibly transferred. As a mechanism facilitating Pen pee 
tional debra, PM may be appropriate for planning PR programs for 
eedeauicnat events: Being donde we che Santina processes required to rake 
ek fervive decis40ns about ecceptional PR events should benefit practitioners, 
PM’Seens an appropriate procedure for dealing with complex situations. Pi 

* also may be an” appropriate way to more fully dnieueaee PR duties with execu- 
tive planning and control. 12 aa 
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Cliffs, N. J.: Prentice Hall, 1975) can IIlustrate how PM might have 
been applied to an exceptional event. The case, title "Won't 

You Come Home, Nurse Bailey?," (pg. 5-10) demonstrates how an ex- 
ceptional event was treated with a synchronic "get out the word" PR 
campaign. The facts, briefly: In 1966 the Maryland Hospital Council 
issued a report indicating a major shortage in trained nurses, even) 
though more than 1,900 nursing positions were budgeted and avail- 
able throughout the state. the Council "expressed the hope that a 
statewide refresher program for inactive nurses would be approved 
under the Manpower Development and Training Act.. If 10 percent of 
the estimated 4,000 inactive nurses returned to work, the. report . 
said, the shortage would be greatly eased." The PR director of the 
council who was able to "squeeze of scrounge about $200," imple- 
mented a campiign consisting of a direct-mail letter to inactive 
nurses, with a follow up folder being sent to those nurses who 
responded to the initial mailing. The folder, designes as a take~ 
off on the popular song "Won't You Come Home Bill Bailey?", was 

sent to local media, and. press releases about the refresher courses 
and their graduates were issued on schedule. Almost 400 inactive 
nurses responded to the campaign, with 203 actually reentering the 7 
nursing professoon. According to enter, this program was 
“obviously successful." However, tha goal of the ilaryland Hospital 
Council of 400 woturning nrrses was not achieved. 

How much more successful would the program have been had the PR 
director used FM? If PM had been used, this is what might have 
happened. The Council report would be used as a mandate to es- 
tablish an oversite ; 


conmitte composed of various hospital PR pexsonnel, administrators, 
nursing school officials and others interested in the problem. The 
PR director for the Council would be a member of this committee; 


however, the chairperson of the committee would be an "elder statesman" 


33. 


39. 
40. 
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within the Maryland health delivery system. The Council report would 
suffice as the Problem Identification stage. Fo the second stage, 

the PR director, serving as program coordinator, would enlist know~ 
ledgeable people who would meet. (possibly for one day) to break 

down the problem int> major components (i.e., identifying reasons for 
leaving the nursing profession and why nurses are reluctant to reenter 
the profession, ‘how inactive nurses could be raached effectively, 

what appeals would be most acceptable, how to deal with refresher- 
course~dropouts) ; and, this group would generate solutions, selecting 
preferred alternatove approaches and writing a comprehensive p oposa} 
for review by the oversite.committee. The proposal would ccntain at 
least two. PR campaign option-so that reviewers would have a genuine input 
into the final document. The roposal Review and Resource Development 
stage probably would have generated more than $300 for the statewide . 
PR campaign. The nuuher of orgaiizaticns «io would benefit from the ~ 
campaign--if they were approached correctly and given a genuine 

input into the final form of the campaign--would increase the 
probabliities for more money. After the proposal was accepted by 

the oversite committee, it would Le implenentcd by the PR director. 

An evaluation by the overaite committee of the PR campaign after it had 
been implemented might have led to suggestions about how the approach 
techniques could be used in other states facing similar nursing short~ 
ages; if so, there might be a stage of transferring the Maryland ex- 
perience into other areas. Note that in this hypothetical example, 

the role of the PR director was. nore’ thm that-of the crestive direct-ma 
advertiser: rath: . Dt 
bullding.. Possdb¥y the seme direct-mail campaign would have emerged 
‘fror the Pil process. However, it seems likely that a more. sophis- 
ticated campaign would have been suggested. Also, it is likely tat’ 
more money would have been available had FM been used. & 
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Table 1 ; 


Factor Loedings For Two Types cf Publi¢ Relations Procedures* 


ee ee en a Oe ene mm oe 


Diachronic Synchionic 


Formal surveys before project 25° ~,081 % 
Formal surveys to evaluate project 669 ~-.058 
Informal research before project .716 .092 

ae , Informal research to evaluate project -655 140 | 
Issuing press releases -188 .476 ms | 
Writing Speeches -023 574 ‘ 
Preparing Audio-visual material 244 ' .522 


FT ee  amibaemtemenl od atidal anna date tiie kesensdaendaiend ene eae eee tet ee em ee ee 


eed 


-*Source: James E. Grunig, "An Organizational Theery of Public Relations," 
Journalisn Monographs, (in press). 
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Diachronic Mode 
Conduct ing os 


ORGANIZATION Formas. and in- 

PERMEBAUILITY HIGH formal research mana 

AND PROBLEM before and after | 
RECOGNITION project  e 
ABIL \ | | 
(E sis on Synchronic Mode | 
joint-decision- Issuing press 


Bs, Ge. * making) 
ty 7 speeches, pre~- 


| releases, writing, 
| paring audio- ‘ 


rigure 1 


F A CONTINGENCY MODEL FOR 
PREDICTING DIFFERENCES IN PR MODES OF COMMUNICATION 


Using a similar factoriai desiga, Grunig factor analyzed responses from 

£ 216 organizations, and he was unable to locate any orgenizations which 
fit: either one of these conditis:5. "Basically, we have found that 
organizations are either fatalistic, a closed system with a constrained 
tachiology yen and level of knowledsz, or problem-solving, en open system 
facing few constraints. The problem-solving and coastxaint dimensions, . 
however, lave independeni effecte. \Problem xecognition encourages inter- 
nal and external information seeking...Cunstraints discourage information 
giving...The fact that only two types of decisions situations couid be 
found, hewever, shows an interesting deviation of organizational behavior 
from individual behavior. Orernizations appear to be much more adaptive 
systems than are individua’ ‘~"-ns; When organ’zations face ccnstraints 
from their enviromezr., they close therg2]ve3s orf. When they face few 
constreints, ther b«come onen and innovative. Unlike humans, however, 
they seem incapedle of recognJzing their constraints...or closing them- 
salves off from the envircment when it offers opportunities." (Grunig, 
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Journalism Monog:aphs; in 9réss; p. 83-84). nape 
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bas Boundary |} Establishing and maintaining an oversight committee | 


i Spanning ae a ne me an ; 
~.. | Activities \ ‘ | ; \ 
Stimulus 2 Sf kaart A ee oo 
_" Obtaining Identifying} 1s |Exploring for i | Reviewing Proposals ' jAdministering); | Transferring ~ 
a mandate the Problem}—;Knowledge and and Developing Resources ‘the Project [¥the Project 
vcmaic: sttmtt \eatattemoemecand  poemereting Soluetongy | a cn ce suciiattenetieee: Lk te ieee Leoteiiae : 
———-—) indicates sequence + «---indicates review by oversight committee 
eecceneER <n + ae Sete en tt I SS A ER SRE CS TR Ol + NEUE ON OO EEE EE SLT RAE Sh 9B | OR A 6 TOR IS eke ev a tue eee On Ree OR Oe SP EREEUE SD A Oh CET Mt ERE EES SNC 
; Figure 2 
STAGES IN PROGRAM MANAGEMENT 
ts ie : 
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